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ABSTRACT 

Prepared under the direction of Headquarters, 
Department of the Army with the aid of subject matter specialists and 
technicians, this guide was designed to facilitate the preparation 
for and presentation of a course in administering local labor 
agreements. The five sessions, intended for first-line supervisors 
involved in day-to-day administration of labor agreements, include: 
(1) Expectations of Army Management, ^2) Understanding the Contract, 
(3) Role of Management, (4) Role of the Union, and (5) Evaluating 
Experience with the Contract. Each session is discussed in activity 
sheets which contain: (1) the subject matter topic, (2) objectives 
for the session, (3) staff, (4) advance preparation by participants 
and staff, (5) outline of the session activities, and (6) assignments 
for the next session. Learning activities include lectures, 
conferences and work groups, case discussions, role playing, reading, 
films, and visual aids. (GEE) 
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FOREWORD 



Transmitted herewith is CPP 45-M-3, Administering the Labor Agree- 
ment. The material in this guide was prepared by Headquarters, Depart- 
ment of the Army (Office of Civilian Personnel, ODCSPER) and reflects 
the combined thinking and experience of many subject matter specialists 
and technicians, both field and departmental. Its purpose is to facilitate 
both the preparation for and presentation of a course in administering lo- 
cal labor agreements. The guide prescribes certain selected and approved 
training techniques and approaches but, at the same time, provides for the 
use of local adaptations and staff" member ingenuity. 
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INTRODUCTION 



Formal. The guida has been organized into major categories and sequences 
of activity as revealed by the Table of Contents. In addition, the following 
information should be of assistance to the user: 

rt. Session activities. Each of the five sessions is discussed in a 
separate activity sheet which outlines the following: 

(1) The subject matter topic. 

(2) Objectives for the session. 

(3) Staff. 

(4) Advance preparation by participants and staff. 

(5) Outline of the session activities. 

(6) Assignr. ents for the next session. 

b. Appendixes. Appendixes A and B contain suggested lecture outlines 
for the introductory remarks by the Civilian Personnel Officer and the 
keynote lecture by the Commanding Officer or his representative. In addi- 
tion, appendixes C, D and E contain several suggested cases which may be 
used in work groups for discussion purposes or as background for the 

■ development of role playing sequences. 

c. Items not included. This Leaders Guide provides basic material for 
local adaptation. Accordingly, .some of the items required for the course 
not included as part of the guide, are as follows: 

(1) Lectures. An outline of general points to be covered in the 
lectures that are scheduled for the first session is included in appendix 
A. Lectures for other sessions are not included and should be tailored 
after appropriate chapters of CPP 72, Administering the Labor Agree- 
ment. The approach, content, and emphasis in these lectures must be 
geared to each local situation in order to be meaningful. In addition, 
they should be amended and expanded as appropriate to reflect changing 
conditions and relationships with local union organizations. 

(2) Labor agreements. The agreement used in the course must be 
the local contract that the participants work with and have a need to 
understand. Some installations have complex agreements while others 
have short, simple ones; each installation must use its own in order for^ 
the training to meaningful, 

(3) Outside reading assignments. CPP 72, Administering the Labor 
Agreement, is the textbook for this course and the reading assignments 
are m this pamphlet. The pamphlet is available through normal publica- 
tions channels and should be furnished all participants. 



COURSE INFORMATION 



1. Background. This course was planned and organized to Drovide 
guidance in the administi ation of negotiated agreements within the spirit 
and intent of the Federal labor-management relations program as im- 
plemented in the Department of the Army. It is an integral part of a 
comprehensive program to train and develop local managers and super- 
visors in all aspects of labor-management relations. The basic text for 
this course is CPP 72, Administering the Labor Agreement. 

2. Objectives of the Course. Objectives of this Department of the Army 
course on Administering the Labor Agreement are to— 

a. Encourage meaningful relationships between management and 
unions and union representatives who represent Department of the Army 

mployees. 

6. Help assure the prudent and effective administration of local 
labor-management agreements through improved understanding of — 

(1) Department of the Army policy and philosophy on relationships 
with labor organizations. 

(2) The content and meaning of each provision in the local agree- 
ments. 

(3) The respective roles of union and mana^rement officials. 

(4) The importance of evaluating experience under negotiated 
agreements. 

3. For Whom Intended. This course is designed mainly for first-line su- 
pervisors and middle managers who are now or will be involved in the 
day-to-day administration of labor agreements. Higher level members of 
management can also benefit from this training, especially if they have 
not been intimately involved in the original contract negotiations. How- 
ever, first and second level supervisors will probably derive the greatest 
benefit and make up the majority of attendees in most courses. 

4. Scope and Design, a. The course is devoted primarily to general concepts 
and principles that underlie union-management relationships involved in 
administering a negotiated agreement. Throughout the course, the em- 
phasis is on understanding th- contract and the respective roles of mana^-e- 
mentard the union in cooperatively and profitably administering the agree- 
ment. 

b. The course itself will be variable in length depending on each 
local situation, complexity of the local contract, and previous training 
received W supervisors. Under ordinary conditions it should be completed 
in ten hours or less. This course provides for five sessions with a flexible 
time schedule for each session. The second se^ssion, which involves a 
detailed review of the negotiated agreement, is the most important session 
and will probably require more time than any of the other four sessions. 
In exceptional circumstances (e.g., a '^boiler plate'' contract covering a 
small unit), the entire course could conceivably be presented in a single 
day. To be most effective it is recommended that the five sessions be 
scheduled on consecutive days but conditions may require that it be given 
intermittently; however, all sessions should be completed within a one- 
month period. 



c. In any case, it will be a locally developed course built around the 
iocal contract and developed in light of the local operating situation. 
Each session is keyed to subjects covered in specific chapters of CPP 72. 
For this reason, sessions have been divided into the I'oUowincr subject 
matter topics: 

First Session: Expectations of Army Management 

Second Session: Understanding the Contract 

Third Session: Role of Management 

Fourth Session: Role of the Union 

Fifth Session:. Evaluating Experience with the Contract 

5. Methodology. The learning activities in which the participants will be 
engaged can be grouped into the following categories: 

a. Lectures. The lectures in this course may be patterned after the 
material covered in CPP 72 but should not be taken verbatim from the 
pamphlet since it serves as the text for the course. The information pro- 
vided should be geared to local situations, conditions, and experience, 
particularly with respect to analysis and interpretation of the local con- 
tract. Information on the Army's philosophy and concepts regarding 
contract administration is provided in the pamphlet. 

The lectures should be given by key military and civilian officials 
at the installation who understand the content of the labor agreement, the 
unit covered by the contract and are familiar with the instaiiaLiun's policy 
concerning labor-management relations. Except for the keynote address, 
the lectures should be followed by question and answer periods, 

6, Conferences and work groups. Participants are provided the op- 
portunity to confer in work groups of differing sizes. Participants should 
be rotated among the various work groups to assure that each benefits 
from the ideas and opinions of as many of the other participants as 
possible. Emphasis in these work group activities is on working toward 
clarification and understanding of the philosophy of labor-management 
relations, the local policy with regard to the role of management, and the 
union and the local agreement under which both parties must live, 

c. Case discnssions. Case discussions serve to support other learning 
activities. In addition to the broad discussion group objectives, this tech- 
nique also serves the purposes of either setting the stage for a particufar 
lecturp which follows or to draw out possible meanings from previous 
lectures. Case studies are also used for the purpose of generating insights 
into the attitudinal aspects of a situation or problem, improving problem 
identification, observation, problem-solving and other skills practices. 

d. Role playing. This method may be used during a case study. If 
correctly used, it can be an effective learning technique for the student 
because it adds a touch of realism and gives the participant practical 
exercise, 

e. Hometvork reading assignments. The participants should read and 
study the assigned material in CPP 72 and the local union agreement 
in order to prepare themselves for intelligent and productive discussions. 

/. Film. The following films are available and may be used in the 
course where appropriate in accordance with local needs: 



Titie 

(1) EO 11491 — Labor-management 
Relations in the Federal Service 
(General, overall coverage of 
the program under EO 11491) 

(2) The Grievance MF 61-9752 
(Describes grievance case from 
inception through arbitration) 

(3) Let's Arbitrate MF 61-9751 
(Depicts actual grievance arbi- 
tration hearing) 

(4) So You Have An Agreement 
MN-10208 

(Describes various problems that 
occur in the administration of an 
agreement) 

(5) The Union Steward and You 
MN-10686 

(Covers roles of shop steward 
and first line supervisor) 



Hoir to obtahi 

Xoi-mal Army film procure- 
ment channels (i,e., Au- 
dio-Visual Support 
Centers). 

Same as above. 



Same as above. 



Normal Navy film procure- 
ment channels (ie., Train- 
ing Aids Section, Centers 
and Facilities and Train- 
ing Activities). 

Same as above. 



f/. Other visml aids. The use of a view-graph for showing trans- 
parencies may be particularly helpful. The transparencies may be used 
in conjunction with lecture material, as an aid in explaining the course 
schedule and format, or for conducting a review of th. major provisions 
ot the local agreement 



COURSE ADMINISTRATION 



1, Size of Classes, Class .size should range between a minimum of 15 and 
a maximum of 30 students, except in cases where there is a small bargaining 
unit with fewer than 15 supervisory personnel. The small size is dictated 
by the fact that the basic learning which will take place will come from 
small group discussions on contract content and problems encountered. 
Groups which are too large will tend to inhibit free discussion, be con- 
fusing to the participants, reduce participation of the individual and 
generally, create a less favorable learnings, environment 

2, Staff, The course director should be either a labor relations specialist 
from the Civilian Personnel Oflice or an influential management official 
who occupies a key position in the organization where the union has recog- 
nition. 

Proper administration of the course requires a sufficient number 
of key oflicials to serve as discussion group leaders and an experienced 
trainer to effectively monitor and guide the activities of each session. 
Although ability to present ideas is desirable, major consideration should 
be given to assuring that discussion group leaders understand the con- 
tract and the problems and conditions arising from the union-management 
relationship at the local level. These oflicials should also be well acquainted 
with the mission, organizational structure, and operating procedures of 
the organizations where the union has recognition. 

Three panel members are required for the second session. These 
ofiicials must be knowledgeable of the union situation at ^V^. installation 
and they must thoroughly understand and be able to iiiterpret the provisions 
(>f the agreement. At least one panelist must have been involved in the 
negotiation of the contract. 

A knowledgeable and articulate union oflTicial can provide meaningful 
assistance in the discussion of the role of the union at the fourth session, 
A management oflicial should also be available to give management's 
view of the union role. 

The Civilian Personnel Officer or the course director should summarize 
and close the training at the end of the last session. 

3, Facilities, The program requires one la)-ge meeting room suitable for 
lectures and discussion type activities for the total group. Additional 
rooms will be needed for the small discussion groups. The latter rooms 
should have a conference table arrangement and each should be equipped 
with a blackboard or suitable substitute. 

4, Logistical Needs. Most of the materials required for conducting this 
course are available locally. The text, CPP 72, Administeri.^.g the Labor 
Agreement, should be requisitioned through normal publications channels 
suflkiently in advance of the course to have the pamphlets in the hands 
of the participants at least one week before the course begins. 

5, Handouts, No completed handouts, as such, are provided for this course. 
Rather, samples of the kinds of case studies which may be used and adapt- 
ed to fit the local situation are included in the appendixes. In addition, the 
course director is encouraged to develop and prepare other cases and 
handouts, based on local experiences. 



6, Preparation of Participants, A letter (or other appropriate individual 
communication) should be forwarded through channels to each person se- 
lected to attend the course and, in addition to the usual information regard- 
ing time, place, etc, the notice should also encourage the individual to 
read and become thoroughly familiar with the text for the course, CP? 
72 and the local contract. Copies of each should be attached and should 
reach the student at least one week before the course begins. 



COURSE OUTLINE 

This outline is only a suggested agenda. The omission of time specifications 
lor each activity is deliberate since the training task to be accomplished 
and time available will dictati adjustments in the course. Generally, more 
time will be required for the se.«*sion on "Understanding the Contract" 
than for any of the others. Completion of the course will usually take 10 
hours oi- less but in situations whei-e little previous training is provided, 
where it is a fir.st agreement or whei-e the local agreement is particularly 
complex, additional time may be required. Similarly, where there is an 
harmonious labor-management relationship and a "boiler plate" contract, 
less than 10 hours may be required. 



COURSE OUTLINE 



Session One 





Stftff 


Activity for thr j»rMion 




1. To inlrodacp the course, 

its objectives and for- 
mat. 

2. To promote local under- 

stand inK and support 
of the Army's philoso- 
phy concerninjr admin- 
istmtion of nejr^tiatcd 
union agreements. 


Course Director 

One G rou p Ix?ader f o r 
each discussion Group. 


1 . CPO welcomes stu- 

dents and outlines 
overall objectives of 
the course. 

2. Course Director di.s- 

cu.s.ses format and 
schedule of course, 
including u.se of CPP 
72; and outlines ob- 
jectives for first .ses- 
sion. 

3. CC delivers speech 

on eNpc>ctations of 
Army managrment. 

4. Course Director divi les 

the cla.ss into .small 
RToups of 5-7 stu- 
dent.s to di.scu.ss mt^s- 
sage of lecture by 
CO. 

5. Rcas.sembles entire 

cla.ss and each group 
rc:j>orts. 
t>. Course Director sum- 
marizes .se.ssion and 
clarifies any ixppar- 
ent differences of un- 
derstanding. 


1. Read and .^tudy h^cal 

negotiated contract. 

2. Read and study chap* 

ter \ CPP 72. 


Session Two 


Objective 1 Staff 


Activity for the se«slon 


Nrxt cession a^nlKHment 


1. To assist students to un. 

derstand the local con- 
tract 

2. To help students relate 

contract understand- 
ing to their specific 
jobs. 


Course Director 

Three key management of-, 
ficials who fully under- 
stand the contract. 

• 


1. Course Director in- 

forms stud,-nts of 
session objectives 
and pre.sents panel 
members. 

2. Panel reviews entire 

contract in general 
with specific atten- 
tion to articles hav- 
ing a "history." 

3. Question and answer 

period. 


1. Read and study chap- 

tor 4, CPP 72. 

2. Read and .study case 

for third .se.s.sion. 
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COURSE OUTLINE— Continued 



Session Three 





Stnff 


Activity for the srvtiun 




1. To better understanci 

management's roI*» in 
labor-ma najjrement re- 
lationship. 

2. Emphasize mji repay- 

ment's responsibility 
to inform and consult. 


Course Director 

Key Management Official 

One group leader for each 
discussion group. 


1. Course Director out- 

lines objectives of 
the session. 

2. Introduce Management 

speaker. 

3. Key official delivers 

lecture on role of 
management. 

•1. Course Director divides 
class into groups of 
5-7 students for case 
.study and discussion. 

5. Reassembles and re- 
ceives group reports. 

<>. Question and answer 
period. 


1. Read and .•;tudy chap- 

ter 5, CPP 72. 

2. Rend and study case 

for fourth .session. 


Session Four 




Ohjective 


Staff 


Activity for the snuion 


Next 5<r55ion as,<ij:nnicnt 


1. To develop an apprecia- 

tion for and under- 
standing of the role of 
the union. 

2. To better understand 

the role of the stew- 
ard and what he (the 
stewaivi) understands 
nis role to \>o 


Course Director 

Local union official and^r 
stewanL 

Key management official 

1 


1. Course Director out- 

lines objectives of 
the session. 

2. Introduces union 

speaker who dis- 
cus.ses rolo of the 
union. 

3. Introduces manage- 

ment official who dis- 
cusses the role of the 
union as seen by 
management. 

4. Question and answer 

period with union 
and management of- 
ficials as panel. 

5. Course Director divides 

class into groups of 
5-7 students for case 
study and discu.ssion. 

6. Reassembles and re- 

ceives group reports. 

7. Question and answer 

period. 


1. Read and study chap- 
ters 6 and 7, CPP 72. 



COURSE OUTLINE— Continued 
Session Five 



OSijirCtive 



1. To encourage c')ntinuous 

evaluation of iho con- 
tract ua] relationship. 

2. To cha^'e ine students 

and encourage thorn to 
apply what they have 
learned to their actual 
work situation. 



3. To summarize, award 
completion certificates 
and close out the 
course. 



END 



Course Director 



CPO or chief nep^otiator 
for manaprement. 



Activi'y for the <r5sion 



1- Course Director out* 
lines objective.^; of 
the session. 

2. Introduces speaker 

(Chief manajrement 
negotiator, CPO, or 
other appropriate of- 
ficial) who delivers 
lecture on evaluating 
e.\*perience with the 
agreement. 

3. Question and answer 

period. 

4. Course Director sum- 

marizes the course. 

5. CO or CPO awards 

completion certifi- 
cates. 

6- Course Director closes 
out the couri>.e. 



( 
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SESSION ACTIVITIES 



FIRST SESSION 
EX]»1!CTATI0NS OF ARMY MANAGEMENT 
OBJECTIVES FOR THE SESSION 

I- To introduce the course, its objectives and format. 

2. To promote local I'.derstandiiifr and support of the Armv's philosophy 
concern.np administration of negotiated labor agreements. 

STAFF 

Course Director and discussion group leaders. 

ADVANCE PREPARATION 

Read and study chapters 1 and 2 of CP? 72. 

The Civilian Personnel OfRcer should welcome the participants "unofficial- 
ly to the course and outline overall objectives of cour- The introductorv 

cwt "CPP^T? f^'t °" ^"'"^'^^ *° 

aonendiv A r '"stallation. A suggested outline is in 

should ^"'"'"f"^"^^ his aesignated representative 

should deliver he keynote lecture. "Expectp-" of Management." Pre- 
pa.e a lecture to be delivered by the C . .uacernin- ^cdaVs environment 
deal w^th If "'-^tion's policy of affirmative willingnes.. t 

deal with the union, and that labor relations is not a separate item but 

o? chaX ?"CP^ '^'^^l'— ^ — ■ The outline 

-erbS tT ' "'"^ ^ is not to be followed 

he w ,T;? . '^""'^ P'"'^'^ °" «"bjects appropriate to 

the local situation. A suggested outline of the CD's speech is in appendix 

ACTIVITY FOR THE SESSION 

1- Welcome and introductory remarks by CPO. 

Ji"^. ^r'f! the format, methodologv. and the 

schedule for the entire program and the objectives for this firsfsession 

3. Speech-Expectations of Management— Commanding Offi-cr. 

4. Brief break. 

5. Small discussion groups-Break the cla.ss into small groups and have 

X?rtrrn'^°"t!^'T'r'--^^'^"* '"^^^''^S^ the lecture? 

^\Tiat IS the CDs philosophy? What challenges do you foresee in striving 
to meet his expectations in this matter? How do you assess the impact o. 

s.imm.rJ".E''''' '""'^ ^''-'^ « spokesman to 

summarize the group response to these questions. 

totaU^rouT^'^ """"^ ^^""^ spokesman report to the 

L^rn""'"; n-" '^''^rification of differences of understand- 

mg. (Course Director). 



ASSIGNMENT FOR SECOND SESSION 

1. Review and study the negotiated agreement. 

2. Read and study chapter 3, CPP 72. 



SECOND SESSION 



UNDERSTANDING THE CONTRACT 
OBJECTIVES FOR THE SESSION 

1- To assist the participants in j^aininjr a greater knowledge and und.^r- 
standing of the local agreement. 

2. To help participap.ts apply their knowledge and understanding of the 
agreement to the specific job of managing employees. 

STAFF 

The staff should include three key officials, with at least one official having 
been involved in the negotiation of the agreement, who are knowledgeable 
of all of its provisions. These officials should be able to discuss any com- 
promises arrived at during negotiations and should be able to thoroughly 
explain how and why agreement was finally reached on each provision. 
They will be used as panel members for the purpose of discussing the 
agreement in detail to insure complete understanding. They must possess 
the authority to interpret the various clauses and explain the impact 
that the contract could have on both employees and management. 

ADVANCE PREPARATION 

Staff and participants — Review and study the local labor agreement. Read 
and study chapter 3, CPP 72. 

ACTIVITY FOR THE SESSION 

(This session is extremely important and will take more time than any 
of the other sessions.) 

!♦ Inform the class of the session objectives. 

2. Present the pc^nel members. 

3. Review of the agreement. This session calls for cooperation, teamwork 
and maximum ingenuity on the part of the panelists who lead it. Some 
potential learning hazards involved are boredom resulting from repetitious 
methodology, overemphasis on what the participants may consider to be 
the obvious, and unnecessarily slow pacing. On the other hand, there is 
the ever-present danger of inadvertent (sometimes deliberate) misinter- 
pretation of words, incorrect assumptions, and unjustified belief that 
"This can't or won't happen in my shop." It is imperative, therefore, that 
the panel members do some careful planning well in advance of the session 
to separate the truly critical items from the less critical and spend the 
bulk of their time on the important issues. As "THE experts," they should 
keep the follov/ing suggestions in mind: 

a. Allow liberal, but not excessive time for questions and for discus- 
sion of doubtful items until there is evidence of full vvderstavding by the 
varticipavts. This *:iay require only a few minutes for a simple clause, 
but an hour or two for more critical or ambiguous passages. Further im- 
plications and suggestions on timing are set forth under e below. 



6. Sometimes it helps to have a group member provide his explanation 
or interpretation for the group as to how he perceives a particular pro- 
vision or passage in the contract 

c. If there is difference of understanding among the participants 
roncerning what the language is intended to convey, or if it appears that 
the group is reaching an erroneous conclusion, a panel member should 
intervene and supply the correct interpretation of the article or passage 
under discussion. 

d. , The panel members should endeavor to share with the participants 
some "inside dope" by relating, for example, what it was that the union 
officials said they wanted during the actual negotiating sessions, why they 
wanted it, and why the article was couched in the particular language 
chosen. This may be followed by an expression of insights concerning po- 
tential abuses which management anticipates on the part of either or both 
union and management. 

e. Session two may be divided into several periods of assembly varying 
in length from 2 to 3 hours, and held on different days. It is intended 
that the timing on this part of the course be very flexible and dependent 
upon the local situation as well as the length and complexity of the nego- 
tiated agreement. Some contracts may be quite short and simple, and 
contain only the minimum required provisions ("boiler plate"). Conceiva- 
bly, a boiler plate type of contract could be completely covered in a single 
assembly period of 2 hours or less. On the other hand, the most compli- 
cated and lengthly contracts will require extensive review and discussion. 
Review under these circumstances may be scheduled in a variety of ways 
depending upon the local situation — for example: a series of 2 to 3-hour 
meetings daily over a period of 1 to 2 weeks; meetings every other day 
over a longer period; or continuous meetings. In no instance shoxdd a 
meeting continue beyond 2 hours without an interveninq break or lunch 
period. To repeat, DO NOT MOVE ON UNTIL YOU ARE SURE THAT 
THE PARTICIPANTS UNDERSTAND WHAT THE CONTRACT IS 
INTENDED TO SAY AND HOW IT SHOULD BE APPLIED. 

4. Summarize the session. 

ASSIGNMENT FOR THIRD SESSION 

L Read and study chapter 4, CPP 72. 

2. Read and study the case assigned for session three. 
(Handout case study.) 



THIRD SESSION 



ROLE OF MANAGEMENT 
OBJECTIVE FOR THE SESSION 

To assist participants in attaining a greater insight into the role of 
management and its obligations in the labor-management relationship, 
with particular emphasis on management's responsibility to inform and 
consult. 

STAFF 

This session requires a key member of the top management team; pre- 
ferably one who can speak from experience on the local labor-management 
relationship. This session will also require discussion leaders to help con- 
duct productive case discussion-with-smalLgroups. 

ADVANCE PREPARATION 

Prepare a lecture based on the role of local management in the labor- 
management relationship. The lecture should illustrate principles de- 
scribed in chapter 4, CPP 72. A case study involving failure to consult 
with the union based upon an imaginary problem at your local installation 
would help set the stage for meaningful discussion. The case should have 
been distributed to the students at the close of the second se.ssion. Case 
No. 1, "The Shift Change/' in appendix C may be used, if needed. 

ACTIVITY FOR THE SESSION 

1. Introduce speaker. 

2. Lecture — Role of Management. 

3. Question and answer period. 

4. Brief break. 

5. Case study— Divide the entire group into smaller units. Five to seven 
peoole for each group are ideal for case work. Have the group designate 
a spokesman to summarize the group discussion of such questions as: What 
does consult and inform mean? What are management's responsibilities 
to consult and inform? When is management obligated to consult and/or 
inform? Is the incident in the case a good example of a supervisor's at- 
tempt to meet this obligation? If not, why not? 

6. Reassemble the groups and have each spokesman report the highlights 
of his group's discussion. 

7. Summarize the session. 

ASSIGNMENT FOR FOURTH SESSION 

1. Read and study chapter 5, CPP 72. 

2. Read and study the case assigned for Session four. (Handout case 
study.) 



FOURTH SESSION 



ROLE OF THE UNION 
OBJECTIVES FOR THE SESSION 

1. To assist the participants to develop an understanding of and apprecia- 
tion for the role of the'unidtt in the day-to-day labor-management relation- 
ship. 

2. To help the participants to recognize and better understand the role 
of the union steward and what he (the steward) envisions his duties and 
responsibilities to be. 

STAFF 

If possible, a union official and/or the chief steward should be invited 
to discuss the role of the union. He should give the group the union's 
point of view and be able to answer questions for the union. In addition, 
a management official should describe the role of the union as seen from 
the management side. This dual presentation should not only help clarify 
the steward's responsibilities but, also, the local ground rules under which 
the stewards will operate. This session also requires group leaders for 
the case discussion. 

ADVANCE PREPARATION 

A lecture should be developed covering the basic concepts of the union 
role as discussed in chapter 5, GPP 72. The lecture should provide a brief 
look at the role of the union steward from management's viewpoint. It 
should emphasize that the steward has an important and legitimate role 
in the labor relations program. The concept of dual allegiance of the 
steward to the installation and the union should also be discussed. Prior to 
this session students should read, if available, the Steward's Manual of 
the union which is a party to their agreement. A case study should be 
developed which stresses the dual role of the union steward. Case No. 2, 
"The Emergency" or Case No. 3, "The High Priority Job" from appendixes 
D and E may be used. 

ACTIVITY FOR THE SESSION 

1. Introduce speaker (s). 

2. Presentations--Role of the Steward. 

a. Union representative. 

6. Management representative. 

c. Question and answer period. 

3. Brief break., 

4. Case study— Divide the class into work groups. Have participants dis- 
cuss the roles involved in the case and elect a spokesman to summarize 
the group's opinions on such questions as: What is a union steward and 
what are his responsibilities? What part does he play in the labor- 
management relationship? How should a supervisor look upon and deal 
with the dual allegiance role of the steward? What authority does a steward 



have to act? In the case, how should the incideiit have been handled by 
the supervisor (s) ? 

5, After the groups have had sufiicient time to discuss the case, assemble 
all the participants and have the group spokesmen present their reports, 

6, Summarize the session. 

ASSIGNMENT FOR FIFTH SESSION 
Read and study chapters (5 and 7, CPP 72. 



FIFTH SESSION 
EVALUATING EXPERIENCE WITH THE CONTRACT 



OBJECTIVES FOR THE SESSION 

1. Enco niRe the participants to continuously evaluate their experience 
with the labor agreement. 

2. To challenge and encourajro the participants to apply what thev have 
learned to their actual work situation. 

3. To summarize, award training certificates, and close out the course. 
STAFF 

The chief nefjotiator for management would be in a good position to 
deliver the lecture on evaluation. He would be familiar with the problems 
encountered in past negotiations and should know what improvements will 
be soufrht in future nejrotiation.s. On the other hand, it mav be more ap- 
nropriate for the CPO to jrive the lecture since he is more' familiar with 
.policies affectinsr employees, problem cases and their causes, and the 
use and purpo.se of evaluation. Either the Commanding Officer or the 
Civilian Personnel Officer should award the completion certificates to the 
participants. 

ADVANCE PREPARATION 

A lecture built around the importance of evaluatiiifr experiences in ad- 
miiiLsteriiiK the labor agreement should be developed. It should include 
basic concepts of evaluation, such a.s. who does it, what to look for, how 
to collect and record information, how to maintain, categorize and file 
information, how to use and interpret the findings, and how to communicate 
them to hijrher management levels. The basic message is outlined in 
chapter 6, CPP 72. The Course Director should also be prepared to sum- 
marize the entire course. Chapter 7, CPP 72 may be used as a guide 
for this purpose. Prepare completion certificates to give the participants 
Prepare Record of Training (DA Form 750) for the student's 201 file. 

ACTIVITIES FOR THE SESSION 

1. Introduce the .speaker. 

2. Lecture— Evaluating Experience Under the Contract. 

3. Question and answer period. 

4. Brief break. 

5. Summary of the whole course. 

6. Award completion certificates. 

7. END. 



APPENDIX A 

INTRODUCTORY REMARKS BY CPO 
SUGGESTED OUTLINE 
Welcome and Introductory Remarks. 
Brief Labor Management History: 
—Prior to EG 10988 

—Since EG 10988 (review requirements and experiences) 

—Since EG 11491 (review requirements and experiences) 
Statistics on Labor Relations Program: 

— DA-wide 

— Command-wide 

—At local installation 
Impact of the Labor Relations Program: 

— at the National level 

— Lobbying in Congress 

— Consultation with Agency Headcjuarters 

— Gn the local program 

—Responsibility to consult and inform 

— Nonreluctant critics 

— Role of the supervisor 

—Role of the CPO 
Overall objectiv^is of the Course. 



APPENDIX B 



REMARKS BY COMMANDING OFFICER 
SUGGESTED OUTLINE 
This outline should be expanded and modified to meet the local situation. 
Introductory Remarks 

Refer to statistics in talk by CPO in previous session. With this 
degree of vested interest in their membership, unions are here to stay. 

Employee participation in developing personnel policies can be useful 
to management. Experience in Army since 1962 has proven this statement. 
The unions have been effective in their role as nonreluctant critics and 
have provided a reliable sounding board for proposed personnel policies 
and practices. Employees are better informed and managers are more 
aware of the problems and working conditions affecting employees. 

Point up the total environment for organizing (union or otherwise) 
in today's world. 

DA stresses informality in relationships: 

— Creates better understanding 

—Formality is expensive (letters, memoranda, etc.) 

—Helps achieve goal of ''efficient conduct of the public business.'* 
Comments regarding local labor-management relationships. 
Local commander's endorsement of the program. 

If local management believes in the objectives of the program, then it is 
much more likely that the objectives will be attained. 

Management sometimes gets the type of union and union leadership it 
deserves. It's up to us to make it work. 



APPENDIX C 



CASE NO. 1 
THE SHIFT CHANGE 

Scene— "Standup" meeting in Supervisor's Ofilce (four or five per- 
sons—union types— stewards), Supervisor addressing them: 
Supervisor— "OK fellows, I've called you together to consult with you as 
required in the Union Contract. As you know there's been 
some talk about our adding another shift. Well, this is it. 
After the required notice a new shift will go into production. 
This is advance notice to you before notices go out to the 
help. The new shift will go on S weeks from next Monday. 
Now don't get excited, we're going on the basis of seniority 
just the way you like it. Any questions? OK fine. Let's get 
back to work." 



APPENDIX I> 

CASE NO- 2 

THE EMERGENCY 

Scene — Superviscr's Ofnce. 

Supervisor at desk — Steward walk? in: 

Steward — "Say boss. I've got to dash over to Building a little emer- 
gency has come up." 

Supervisor — ''Emergency? How much of an emergency? I can*t let you 
go right now! Don't forget that job we're mmning now has a 
real deadline — I shouldn't have to remind you of that!" 



APPENDIX E 

CASE NO. 3 

THE HIGH PRIORITY JOB 

Scene i„ shop-Division Chief talking ^vith St.nvard-no dialogue Im- 
mediate Supervisor shown walkii g toward them. Steward 
says: 

Steward-"Thanks Mr " (walk, a-vay). Division Chief 

turns to supervisor and says: 

Division Chief-"Jce just told me he had an emergency situation to look 
into over at Building 22 and I OK'd it." 

Supervisor-"What!?. I just refused his request because he is working 
on that high priority job we're rui ning!" 
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